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Conclusion 2:

The planning and programming cycle within CIA {e so lengthy and com-
plex that it tends on the one hand to delay the timely initiation of hard-hitting

projects and on the other te inhibit the modification or cancellation of mar-

ginal projects,

Discussien:

1. Our planning system was revised earllier this year to more appro-
priately tailor our procedures te our current requirements. Some of the
features noted {n the trip report have been modified. A senior planning officer,
whose duty it is to review Clandestine Services activities as a whole against
over-all foreign policy objectives, has recently been appointed to the immedi-
ate staff of the Deputy Director {Plans). The Preliminary Estimates, formerly
prepared 18 months gshead of the action year, are no longer required. Opera-
tional Programs, required 4 months ahead from each component, are being
redesigned to reflect planned operations and activities for the component as a
whole in termas of selectad categories of action within the limits of NSCID § and
NSC 35412/2. Prasentation of the Operational Programs in this manner, rather
than by project, aids in evaluating the component's plannsd activity against
policy objectives and ingurea a proper balance of available resources within a

given area. Annual Field Directives to atation chiefs have besen sharpened to
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reflect priority abj'ettu: which are more clearly in support of U, 3, foreign
policy and to usiga tasks which are within the station's current c;pubimy

2. Headguarters procedures for processing fisld propossais have been
recently developed to a higher degree of efficiency, and experience shows
that normally thess proposals are handled in 2 short span of time, New ac-
tivities suggested by the field are subject to delay in immediate processing
only if there sre questions of unresolved policy, priority of operational effort,
or budget limitations. In an effort to act more expeditiously on headquartars
and field proposals in response to changes in foreign political and economic
situations, increased authority to approve new and amended activities has
been delegated to chiefs of operating divisions. Further delegation of author-
ity in headquarters and to chiefs of station is under consideration.

3. Emch fisld station chief has funds sllocated for "'development and
target of opportunity” sctivities. These funds are specifically provided to
give him latitude for prompt action to mest conditions not covered by approved
sctivities. The obligation to forecast contingencies and, therefore, the prob-
able funds required during the action year for developmental activitiss, rests
squarely on the chief of station. Thers is no limitation on the use of devel-
opmental funds, except that proposals involviag continuing activity "normally
will be submitted as projects within a six-month period from the date of the

first disbursement or sxpenditure of funds "
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4. Emergency situations requiring expenditures beyond available funds
and authority for existing activity can be met promptly through channels other
than those established for formal submission of proposed expansion of exist-
ing activity and of proposed new activity. Field requests, setting forth the
conditions, action proposals, and estimated costs, are submitted directly to
the DD/P when the deamand is urgent and immediate operational action essential.

5. With regard to modification and cancellation of marginal activities,
there is nothing within the planning and programming cycle which prohibits a
chief of station from recommending such action at any time he deems neces-
sary. Under these circumstances, and with hesdquarters concurrence, the
only delays in effecting a modification or termination are those occasioned by
the neceasity for secure and effective action.

6. We feel that the planning and programming system as revised earlier
this yesr is no longer lengthy and complex, and does not unduly inhibit the
field from adjusting its activities, in consonance with need, to rapidly chang-

ing foreign political and economic conditions,
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Conclusion 3:

CIA station chiefs lack the discretionary authority and flexibility needed
to keep PP operations closaly attuned to the constantly changing international

and nationsl situations.

Discussion:

1. The conclusion thet CIA station chiefs lack the discretionary author-
ity and flexibility to keep operations closely attuned to the constantly changing
international and national situations {5 based on the assumption that all chiefs
of station have acquired by now a high degrea of experience and maturity. It
is obvious that certain experienced chiefs of station with adequate supporting
elements can be granted greater discretionary authority, and studies are
being made at this time with the objective of delegating greater authority to
them. There are, however, other considerations that bear direcily on the
question.

2. N is often true that informed overseas staffs will hava a more inti-
mate knowledge of local operating conditiens than headquarters personnel. On
the other hand, it is not possible for field personnel to be as knowledgeable as
those in headgquarters on matters of policy, planning, ressarch, etc. This
condition is magnified in most of the critical underdeveloped areas where our
stations are amall and the workload heavy. Personnel, caught in the urgency

of serving day-to-day requirements, do not find time for careful assessment
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and testing of new operational approaches or for objectively reassessing
existing operations,

3. Without some monitoring from headquarters, field operations tend
to ba limited by the restricted view of the station itself. The broader,
world-wide view of headquarters enablas it to place all activities in better
perspective. An indication of this is the fact that the great majority of
marginal operations that have bsen terminated were ended at headquarters
insiztence.

4, The proposal to allow chiefs of station to transfer funds from cne
activity to another on their own initiative with appropriate limitations cer-
tainly has merit, As a matter of fact, in the studies mentioned above which
are being made in anticipation of delegating greater authority to station
chiefs, one principal consideration is the possibility of controlling funds at

the station level,
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Qancluuicn  H

Project reporting requirements within CIA are sxcessively burden-
some and result in a huge flow of paper which, in fact, may actually reduce

effectivensss,

Discussion:

1. My comments on Conclusion 2 with respect to the planning and
programming procedure reflact eur vigorous stforts to reduce paper work
required of the operating divisions and, in turnm, their reporting requirements
on the field. The annual project renewals, prepared for the most part in
headguarters, now ssrve as the primary reference {0 project progress. ;-".:‘.
These renewals, together with the Annual Assessment of Progress Repert
on the Station Field Directive in which the chief of station suggests mgdifica-
tions in the scope, emphasis, and direction of operatiens, now prs:@e all
that is necessary for staff review of progress.

2. With the exception of a very few basic reports of the nature de-
scribed above, chiefs of station, with their greater familiarity of operational
developments, should be and in fact are allowed greater flexibility by estab-
lishing their own frequancy in operational reporting, rather than for head-
quarters to lay down universal reporting requirements equally binding on all

stations regardless of their capacity to provide them.
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EXECUTIVRE OFFICE OF THE PREBIDENT

BUREAU OF THE BUDGET e
WABHINGTON 8. D. 8.

SEP 9 1858

Dear-!rv—Bu&iéi:

I have just finished reading a trip report recently
sompleted by my staff and am passing it slong for your perusal
and possible use, The report, which concentrates on your cold
waxr activities, wes most interssting to me, as I am sure it
will be to you.

The report alludes to several areas which could have
considerable budget impact in the fuiure. In addition, I would
like to raise the question of the feasibility of merging Radio
Free Europe and Radio Liberty Facilities. I hope you will give
this ides, as wall as those mentioned in the body of the report,
Your personal attention as we approach the time for s settlement
of your Agemcy's 1961 budget levels.

Sincerely yours,

7
Dire r

Honorables Allen Dulles

Dir¢ctor of Central
Intelligence

Washington 25, D. C,
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Introduction

This report 1s the result of a field trip made bty staff members
of the Bursau of the Budget to USIA and CIA instal _ations in

} In all cases e T =

&tives wsrs fully cooperative in extending sssistaice and support to
the Buresu of the Budget survey.

The primary purpose of the trip was to gain a detailed knowledge
of politicel and psychological progrems conducted b, the tw agencies
in their foreign operationel environment. Oof ticular concern teo
the Bureau were the method and extent to which the over- information

A oro ol CIA, mora.ver, were studiad or a
Project-bysproject basis, and consideratle attenticn was devote? to
management relationships between field and healdquarters within the
Agency. Because of the limited time available, no eflort ves made
to review the conventional intelligence coilsction activities of CIA.

Roughly of CIA's dollar resour:es are axpended directly
for cold war (PP) ertivities. As will becume evident, the term is
sxtremely broad in 1ts spplication and permits a great diversity of
covert U. 3¢ governmental activity throughcut the wor:d. Theas activi-~
ties are normally planned snd conducted on an annual oroject lLasis,
subject to pericdic renewal after appropriate forelgn pocilcy coordination
with the Department of 3tate. This phase of Agency effort has iecome
incressingly significent in recent years. Deceuse .he Azency budget
document contains very little substentive information on PP programs,
the only prectical way of comprehending them and re.ating them to
other U. 8, Government programs is through a project-bye=project review.
Such wes the procedure followed in conducting thia study.

Conclusicns

art Ddfss 7- 3943

2. The planning and progremming cycle within CIA 18 8o lengthy
end complex that it tends on the one hand to delay the timely initiation

of hard=hitting projects and on the other to inhibit the modification
or cancéllation of marginal projects. o

=NRET
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/ 3s: CIlA station chiefs lock the discretionary authority and
ﬂ;; Plexibility needsd to keep PP operations closely ettuned to the
constantly changing internstional and national situstions.
/ k. Project reporting requirements within CIA are excessively
burdspsctie and result in a huge flow of paper which, in fact, may ILLEGIB
sstually reduce effectiveness.

Q%HMMMMM%

of vhose sctivities appear to be ol marginal value to U. 3. foreign
policy interests.

Pincmsion

SECRET

Approved For Release 2003/09/02 : CIA-RDP80B01676R000800020037-4



- -Approved For Release 2003/09/02 : CI*—IMMG@R000800020037-4

25X1

9 CIA programming procedure
-

Under sxistinsg arrangements CIA field stetions are required
to submit plens for PP activities as much as 18 months in advance of their
inception. These plans are then transmitted to sppropriate geographic
division headquerters in Washington where they are refined and transmitted
t8 & senior ateff group for further review aad refinement and finally to
the top-level Project Review Committee of CIA. The last body approves the
projects annually at a specific dollar level. Besides all these internal
¢leerancss, CIA also is required to get tke approval of the designated
office in the Department of Btate for each project.

This typs of long-range programming, with senior ofricials
involving themselves in operational details of individual projects,
is obvicusly cumbersome and not geered to rsact quickly to current
political and economic conditions. In one instance we were told of
& project vhich after six months, still had not received Washington
approvael or digepproval and vhich meanvwhile had lost much of its
timaliness. To a large axtent PP activities are conducted through
assats of long-time duration. As a consequence field estimates often
are Bothing but requests for the continuation of existing operating
levels; without perticular regard for operational conditions which may prevail
& yesr and a half hence. To a degree the budget cycle itself requires
this type of programming; hovever the procedure becomes objectionable
whah the dollar levels at which projects are approved are adhsred to with
cousiderable rigidity. Becsuse of the difficulty in cbtalning headquarters
spproval to changes in project levels, field estimates tend to be inflated;
further, the long lead time discourages the hard-headed evalustion which
might lead to a more timely cancellastion of marginal projects.

Despita the existence of an ¢laborete system of project reviews
both at inltlation and at renewal tims, it is not cleer that total
progreme (as distinet from individual projects) are eveluated as a

.3 -
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vhole against overall foreign policy objectives. This, in our
opinion, should be the concern of top level policy peopla in

CIA and State, whils problems of project initiation and execution
should be treated at lower levels: At present evaluation
respousivllity is too fragmented to be maximally effective and may
often lack objectivity at some levels because of a personsl interest
of the svaluator in the project. To put it in summary, today's PP
Progréms give an impression of collections of ;rcjects, rarely
look#d at as a whole and encased in & procedural straitjacket
which is too confining to permit ready adaptability to rapidly
changing conditlions.

geptraiization of suthority

In its early days, according to senior officials, CIA granted
Broad suthority to overseas steations which then lacked the ex-
perienced personnel to exercise it wisely. Unhappy with the results
the Agency raversed itselfl and now hes concentrated virtually all
suthorlity in headquarters. The upshot is that CIA station chiefs
have remarkebly little discretion and flexibility in directing the |
use of funds ss required by rapidly chenging world political con~
diticne. It 1s true thet each overseas station has & sc-called
development of targets of opportunity fund which cen be utilized
for purposes of exploiting an unanticijeted situation, but insofar
&3 ve could learn the limits on the use of this money by a station
chief mcting on his own authority are very narrow. What is more
inportant, station chiefs are not permitted to transfer funds from
/one approved project to another without headquarters approval.
quite the opposite situation prevails in USIA where the Public Affairs
. Officer enjoys broad authority in implementing USIA's progrems.

¢
i

It was our impreassion that CIA senior personnel oversess are
experisnced, mature, and fully ce eble of exercising a considerable
degree of discretionary responsibilit,. It goes without saying,
morsover, that these seasonad pecple have a more intimate knowledge
of operating conditions than cen possibly exist in Washington.

It would eeem highly dssirable, therefore, that station chiefs be {
given authorityto reprogram as needed and transfer funds between i
projects. This would facilitate the phasing down or beefing up

of merginal or high-dividend projects, as opersting conditions
dictate. As a practical meuasure it may be wise to limit the

transfer authorlty to 2025 percent of the total dcllar level
spproved for each project. Without some such flexibility, we do

not believe that psrograms will be dynamic and vigorously responasive
to the needs of changing times.

Beporiing requirements

In our opinion there 1s s great excess of reporting done by
CIA fisld stations to Washington headguarters. BExisting regulations

SEGRET
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require montbly reports on each PP przject. In additin there is

& continuing flow of informetion on these £Tojects whenever any-
thing of significance arises re_ating to them. iven the long=
tern neture ol acst of the projects and the fact that Washingtin
headquarters is apprised whenever significant eveabs occeur, &and
glven the further fact that in some areas of the world CIA staffs
are Iinadequate because of the lack ¢f suflficient cover positions,
it appesars weeteful to require overseus rersonna’ Lo write monthl,
summaries on events snd osnditions which are airead; known fully
in headquarters. We 1iscussed this couaciusicn at all points of
our visit and oversess personnel were fully in agreenent. It is
probable thet quarteriy re:srts woulili be entlrel: satiafactcery

in the case of the overwhelning majorit: f the PE projecta. If
this were done, & considersble amoun: of overseas staff time would
be available for more e2luctive efforts and at the same time there
may result some reductions in headquarters erson_ el whe 10w buay
themselves processing the huze flow «f monthly re orts.

-5 -
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‘ Attached is a proposed reply to Mr, Stans'
25X1 letter which transmitted a trip report entitled

prepared by representatives of his Staff.

The attached letter gives our comments on
certain conclusions set forth in this report.
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